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Strategic Coherence Tool 


Strategic coherence. This concept refers to the logical consistency among multiple initiatives and programs 
implemented at one organization. When there is strategic coherence, the various policies and practices build on, 
complement, and reinforce one another; without coherence, the various policies and practices contradict one another 
and contribute to the fractured time and attention of staff. Separate efforts may be based on conflicting strategies, 
and contradictory demands may be made of staff. This tool contains items that measure the three dimensions of 
strategic coherence: quality of integration planning, role clarity, and authentic integration. 


On tailoring the tool. This tool was developed for an initiative in which it was necessary to integrate with a second 
initiative; it was re-written to be more generic. To use the tool, you may want to tailor it for the specific types of 
coherence challenges that organizations in your evaluation are facing. 


= For example, a new program might be layering into an existing initiative when the fit is not perfect, or a practice 
might be getting layered into an existing program. 

= Another dimension of coherence challenges is whether individual staff are pulled in multiple directions (trying to 
integrate more than one initiative or program into a single role), or whether the work of different teams are 
unaligned (while the roles of individuals might be internally consistent). 


On administering the tool. It is recommended to administer the tool to a small group of individuals involved in the 
program or initiative being evaluated. (The group should involve leadership as well as staff at other levels of the 
organization to ensure a broad range of perspectives.) If there is lack of consensus among this group, evaluators can 
follow up with conversations to see if the contradictions can be resolved. In working to resolve the contradictions, the 
evaluation team should take into account the very fact of different perceptions among those completing the tool 
indicates that there are strategic coherence challenges. Ultimately the final ratings will be based on the evaluation 
team’s knowledge of the organization. 


This tool begins with an initial screening question to determine whether there are challenges with strategic coherence. 
If the answer to that question indicates a challenge, then the remaining items can be helpful in understanding what 
the challenges are, and the severity of the issues. 


1. For separate initiatives or programs, to what extent are they aligned and functioning well together in 
practice? To what extent are they working at cross purposes? 


There are programs working completely at cross purposes, with results such as fragmented staff attention, 
overloaded staff bandwidth, and/or staff perceptions that new initiatives or programs are “add-ons” that do 
not fit in with other efforts. Different teams may be working on initiatives or programs with strategies that do 
not promote one unified set of organizational goals. 


Different programs and initiatives have policies that don't align well, and while staff may feel that their 
2 | attention is fragmented or overloaded, the effects are not extreme. Different teams are engaged in efforts that 
seem roughly complementary, rather than perfectly unified. 


All programs and initiatives align, and staff see where all efforts promote a unified set of goals. No one feels 
3 | that a particular program or initiative is simply an “add-on.” Staff do not feel that their attention is fragmented 
or overloaded. 


Proceeding with the remainder of the tool. If the screening question indicates strong coherence (answer #3), then 
the organization should most likely receive an “excellent” rating on strategic coherence. The evaluation team can, 
however, decide to use the rest of the tool as an additional check into whether the excellent rating is accurate. If the 
screening question indicates at least some level of challenge with strategic coherence (answers #1 or #2), then the 
evaluator should work with the internal group to complete the tool. 
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Leadership has little or no 
awareness of the need to 
explicitly integrate separate 
initiatives, programs, or 
practices. 


Quality of Integration Planning 


Leadership has an awareness 
of the need to integrate, and 
is beginning to explicitly 
articulate how integration 
should happen. 


Leadership has championed 
the process of planning for 
integration; but the plans do 
not fully reconcile the 
fragmented or contradictory 
messages or practices. 


There are explicit integration 
plans that align the messages, 
incentives, demands on staff, 
and practices of different 
initiatives and programs. 


2. Does leadership have an awareness of the need to integrate separate initiatives, programs, or practices? 


N | Leadership does not seem to have an awareness of the need to integrate. 


Y | Leadership is aware of the need to integrate. 


3. (Ifthe answer to #2 is “yes,” continue with #3. If the answer is “no,” skip to item 4.) What actions is leadership 
taking, or has leadership taken, to explicitly plan how to integrate different initiatives or programs, or 
new initiatives or programs with current practices? 
Leadership is in the beginning stages of planning for ways to integrate, and/or ensure that strategies are 
aligned rather than diverging or contradictory. 
2 | There is some awareness of the need to integrate among staff. 


3 | Across the organization, most or all know about plans for integration. 


Roles and responsibilities 
have not been clearly 
articulated, and cause 
confusion among the staff 
engaging in different 
initiatives or programs. 
Individuals that could save 
effort by coordinating are not 
working together in teams. 
There may be duplication of 
effort. 


Role Clarity 


Some roles are clearly 
articulated. Some staff have a 
clear sense of what their roles 
and the roles of others are. 
Many roles do not fit well 
together in a larger division 
of labor. 


Many roles are clearly 
articulated, but not all. There 
are many staff who are 
coordinating effectively, but 
some are not (e.g. there is still 
duplication of effort). There 
are staff and leadership 
working on how to make sure 
different roles articulate. 


All roles are clearly 
articulated, there is an 
efficient division of labor, and 
most or all staff understand 
the division of labor. 


duplication of effort? 


4. To what extent are those working as a part of multiple (related) initiatives or programs avoiding 


Roles have grown up independently around a given initiative or program, and staff on different teams 
duplicate the effort of those on other teams. Staff see duplication of effort as a severe problem. 


Staff identify duplication of effort as a problem, but not a terribly severe one. 


Staff say that there are only a few ways in which duplication of effort is an issue. 


Staff say there is no duplication of effort (or very little, and it does not pose a problem). 


To what extent have the roles (in the initiative(s) or program(s) in question) been clearly articulated? 


Regarding the relevant roles, few or none have role descriptions. 


Role descriptions exist, but they don't explain clearly how each fits in with a larger effort. 


Most roles have been clearly articulated, including how roles fit in with a larger effort. 


Blwlrofe|A{afwlrm] = 


All roles are clearly articulated, including how roles fit in with a larger effort. 
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6. To what extent do staff fully understand how their own roles articulate with the roles of others to pursue 
broader goals? (E.g. how teams should work together, where they need to coordinate with other 
individuals and teams.) 

1 Most staff do not have a clear understanding of how their own roles fit with the roles of others to support 
broader goals. 

2 Some staff have a clear understanding of how their own roles fit with the roles of others to support broader 
goals. 

3 Many staff have a clear understanding of how their own roles fit with the roles of others to support broader 
goals. 

4 All (or almost all) staff have a clear understanding of how their own roles fit with the roles of others to support 
broader goals. 


Leadership may narrate the 
fact that different initiatives 
or programs should integrate, 
but they do not intentionally 
ensure coherence among the 
different work strands. There 
is no active co-planning 
among personnel working on 
different teams. Time and 
attention feel fragmented to 
most (or all) staff. 


Authentic Integration 


Leadership recognizes the 
need to integrate and align in 
practice, and are planning for 
how to do the necessary work 
to bring about such 
integration. There may be 
minimal co-planning. Time 
and attention feel 
fragmented to many staff. 


Leadership are actively 
engaged in orienting 
initiatives and programs 
toward a set of unified goals. 
Most of the key teams 
engage in active co-planning. 
Time and attention feel 
fragmented to a few staff. 


Leadership have intentionally 
oriented initiatives and 
programs toward a set of 
unified goals. All key teams 
engage in active co-planning. 
Time and attention feel 
fragmented to no (or almost 
no) staff. 


7. What is leadership doing to actively orient multiple initiatives and programs to a set of unified goals? 


Leadership may discuss integration, but they are not actively working to ensure that there is coherence across 
multiple initiatives and programs; they are not working to orient the organization toward a set of unified goals. 
Leadership recognizes the need to integrate and align multiple initiatives and program in practice, and are 
planning for how to do the necessary work to bring about such integration. 
Leadership are actively engaged in orienting initiatives and programs toward a set of unified goals. 


Leadership have intentionally oriented initiatives and programs toward a set of unified goals. 
To what extent are different initiatives and programs complementary? 


Staff believe that different initiatives/programs that should be aligned are actually using different strategies 


Staff believe that different initiatives/programs that should be aligned do have some alignment, but in many 
ways are working toward different goals (rather than reinforcing one another). 


Staff believe that different initiatives and programs mostly use the same or complementary strategies, and 


1 
2 
3 
4 
8. 
1 
and/or working toward to different goals. 
2 
3 
mostly support the same set of goals. 
4 
the same set of goals. 


Staff believe that different initiatives and programs use the same or complementary strategies, and support 
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To what extent are different teams appropriately coordinating their work? 


Teams that should coordinate are not coordinating. 


A few of the teams are coordinating, and/or teams are coordinating but not very well (e.g. they might not be 
meeting regularly). 


Many teams are coordinating, and mostly coordinating well. 


9. 
1 
2 
3 
4 


There is effective coordination among all the teams that need to coordinate. 


10. To what extent do staff feel pulled in multiple directions? 


All (or almost all) feel pulled in multiple directions. 


Most staff feel pulled in multiple directions. 


Few staff feel pulled in multiple directions. 
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No (or almost no) staff feel pulled in multiple directions. 


Scoring. The two tables below show how to score the three dimensions; the first table is for the quality of integration 
planning; the second table is for the dimensions of role clarity and authentic integration. 


Scoring the Quality of Integration Planning Dimension 


For role clarity and authentic integration, items will most likely correlate strongly (e.g. if there are good role 
descriptions, people will tend to understand what their roles and the roles of others are). Calculate the average score, 
and use the following ranges to identify the final rating: 


Rating Average Score 
Lower Bound Upper Bound 
1 1.5 
Above 1.5 2.5 
Above 2.5 Below 3.5 
3.5 4 
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